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the book which 1s put under the counter. The reader
uses the numbered pocket as though 1t were his ticket;
that 1s to say, the book card of the book he takes out
is put therein and filed Later on, when all the captains
and kings have departed, the books are discharged and
the real tickets substituted for the numbered book
pockets and the real book cards for the numbered
cards. There s one disadvantage that may worry the
purist—we cannot tell whether a man takes a novel on
a non-fiction ticket. But, in the words of a famous
comedian, “we don’t suppose 1t matters!”, it certamnly
matters less than an enormous queue and indigestion-~
stricken assistants That, however, 1s only one example
of how such problems may be faced. The question 1s:
Do we try to face them?

A lirtle time devoted to “motion study” and the
lay-out and positioning of the countet, though it nught
not, saving 1n a large library, lead to actual reduction
of staff, would surely add to staff comfort and efficiency.

This sort of study 1s only one of the thuings that
might be undertaken had we more opportunity for
experiment and mvestigagon. It 15 the fashion m
certain curcles to decry the discussion of technical
matters; 1t is said that the technique of Itbrarianship was
settled years ago by Brown, Jast and their colleagues.
These men made great contributions to ““practical”
Librarianship, but a great deal remains to be done.

If we may switch over to another aspect of staffing
m relation to the incidence of public demand—the



LIBRARY STAFFS 93

reverse aspect—we venture the heretical suggestion
that, especially in small libraries and branches, the
effects of limitatton of opemmng hours for lending
departments should be considered. Again, it 1s the
fashion to assett that hibraries should keep open for
long hours, should abolish half-day closing, and so on.
We suggest, on the contrary, nothing less than that,
when the number of assistants 1s limited by financial
or other reasons, 1t 1s better to open for shorter hours
during which there is sufficient staff on duty than to
open for hours when, though the public demand s
small, assistants must be on duty, and clearly cannot
do other work as satisfactorily as they could without
the distractions of public service. We admut that
whenever public demand justifies it, and whenever the
staff is really sufficient, we might well consider public
convemence and prefer long hours, but we must have
a sense of proportion. The important pomts are that
people should know when the hibrary 1s open and that
the opening hours should be so arranged that no sec-
ton of readers 1s unlikely to find some suitable open
hours We might also suggest that 1f readers are allowed
to borrow sufficient books at a time, the disadvantage
of shorter hours 1s munmmized.

The busy library must, of course, welcome long
hours as a means of “‘spreading” some of the pressure
upon it, the smaller place with considerable slack
periods mught be well advised to revise its ideas of
openmg hours. For this reason also we have serious
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doubts as to the wisdom 1n smaller places of abolishing
“half-day” closimg—provided the library is not closed
on the local shop closing day. May we go further? We
were formerly in charge of a system, nerther small nor
slack, where the central lending was closed for one
whole day each week. We were frequently criticized by
non-tesident librarians; no complamt was ever recerved
from the local public, we are prepared to assert that
thus closing did not dimurush by o 1 per cent the total
use made of that system. The advantages to staff and
admimnsstration weie very considerable—whole days off
duty for several assistants, half days for others with
the chance to do without mterruption many desirable
thungs, and a better staff for the rest of the week.

We do not suggest that this whole-day closing mught
suit all libraries: on the contrary. We do, however,
urge the necessity for reviewing all our methods and
habats realistically.

\

The best utthization of staff abilities depends partly
upon the proper allocation of non-professional and
professional duties and partly upon the adequate but
not excessive professional staffing of public depart-
ments. It 1s, mamfestly, uneconomical to allow any
qualified professional person to spend any time un-
necessarily upon duties which less capable people could
perform equally well, This 1s a matter which calls for
the frequent analysis of staff duties which mn most
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libraries would disclose waste of this type. Too many
seniors spend much of thewr time doing or supervising
clerical work, we even know instances of chief librarians
who devote energy to tasks which their secretaries or
clerks could peiform effectively,

Nevertheless, we must avoid the illusion that there
1s not ample scope for professional work m direct
contact with the public. The tendency to lmit pro-
fessional contacts with users 1s undesirable yet preva-
lent, especially m larger lending libraries. It would
seem to be the way of the library world, however, that
if you put a man m a lending department he will
gravitate to the counter, but that 1f counter work does
not detam him he disappears mnto an office out of
public ken.

The proper professional staffing of lending depart-
ments 1s not i fact easy to achieve The diffienlty 1s
increased by the normal tendency of readers in need
of assistance to seek 1t from those who actually serve
them. Consequently the various experiments in pro-
viding “inquiry desks” or “‘shelf-walkers” have not
always proved mmediately successful Nevertheless, 1t
1s a good thing to keep the professional assistant (or
assistants) out of the actual counter, though in the
department, not only because readers will gradually
appreciate his function and turn to lum for help, but
also becanse he can, better than when he 1s in a counter,

spend his time on switable work when not attending
to readers.
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The ideal system, however, 1s that of separating the
counter work entirely from the library proper Where
this method is adopted—as in several American
libtaries—the work of discharging, charging, tegistra-
tion and so on is done in an ante-room oOr entrance
hall staffed by “clerical” workers. The library proper
—ithe book-room—is staffed by professionals, The
reader readily appreciates the difference, while the
atmosphere of the library itself 18 quieter and more
conducive to the proper and leisured choosing of books.
Structural difficulties may prevent the adoption of thus
system in many British hibraries, but 1t 1s certamly
worth consideration for all new buldings. In smaller
Iibraries, both now and 1n the future, we may have to
be content with bringing our semwor people more
generally out of thewr workrooms.

Reference librarses are i a different position, sice
very little clerical routine 1s mvolved there and readers
naturally gravitate to the desk assistant on duty.
Nevertheless, many reference departments, especially
i smaller Libraries, are badly staffed. Owing to staff
shortages it 1s either difficult to provide constant staffing
by assistants of the high quality necessary, or those on
duty are overburdened with routine non-reference
duties. This is a mustake, Reference work 1s a full-time
job, and 1f the staff are used for other duties, not only
does the proper work of the department suffer—the
public are given the undesirable impression that the
assistants are too busy to help them. Reference assis~
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tants need sufficient freedom to devote whatever time
15 necessary to help readers, even though considerable
reseatch may be wvolved, and leisure to study therr
resources and to buld up the files, indexes, and so on
that will facilitate and merease the value of the service.
Some smaller ibrarses are content with one qualified
reference assistant and fill wp with wnqualified
“relief” from other departments This 18 mandestly
unsatisfactory.

In both lendmg and reference departments, atrange-
ments should be made to ensure that unsatisfied
requests for books and mformation are recorded and
reported, 5o that when those on duty fatl, the help of
others, perhaps more qualified, shall be uttlized before
the matter 15 finally closed,



CHAPTER FIVE

SALARIES are, 1n the long run, the key to good staffing,
This is no mere mercenary viewpomt, but the state-
ment of an obvious economic law—or rather of two
laws—that one has to pay a proper price to get a
suttable arficle, and that like occupations are in
competition with one another.

The truth of thys first axiom 18 perhaps more generally
appreciated 1n the case of materials than of men. Those
who would unhesitatingly reject cheap matersals,
knowing that they mught mvolve risk of breakdown,
premature wear, excessive reparr and so on, may often
forget that unsuitable and unqualified employees can
be as dangerous and—in a true sense—expensive.

True economy 1 staffing consists m employmg a
sufficiency of well-chosen and appropriately trained
people Waste and extravagance follow reliance upon
the unqualified and unsuitable. The latter not only fail
to perform the same amount of satisfactory work; they
are unable to perform adequately the more valuable
functions of the service.

To give instances* the librarian whose book selection
was inexpert and 1l mformed would reduce serwously
the value of his hbrary; the reference assistant who
did not know his stock or how to use 1t may, even if
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he succeeded eventually, spend several times as long
to find required information as a good assistant would
take; and maccurate counter work causes delay, annoy-
ance and “queries” that are expensive to rectify

Since 1t 15 the primary duty of a chief librarian to
select, tramn, orgamze and supervise the work of his
staff, it stands to reason that the first essential of a
good service 15 the employment of a capable chief
officer. Yet the best hibrarian may be made relatively
meffective 1f he 15 not gwen an efficient staff. The
need for appropriate quality, therefore, applies to all
grades of personnel

Just as there 15 a reasonable market price for the
various grades of material, so there 1s a fair price for
different types of personal service. The local authority
has two sound reasons for paying this—the fact that
1t destres, or should desire, efficiency and economy,
and the excellent and generally accepted principle that
local authorities should be good employers. Few
authorities to-day would consent to pay their workmen
less than recognized trade union rates, whie “‘fair
wages™ clauses are inserted i therr contracts. They do
this partly because they thus secure better work, but
partly because they express the desire of the generality
of the electorate to promote good conditions of labour
and hiving It would be unjust and untrue to deny that
to~day an imcreasing proportion of library authorities
seek to offer adequate salaries to their staffs, But it
would be equally false to ignore the fact, easily demon-
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strable, that a majority of library workers are still
underpaid. For this the still hingering effects of rate
limitation are partly to blame. Probably i the days
when salaries were restricted artificially by statute,
Iibrary authorittes received in the aggregate better
service than they paid for, and it 1s still too often felt
that the non-financial attractions of an otherwise attrac-
tive career justify the continiiance of low salaries This
is a dangerous viewpomt. While we admit that many
suitable people enter library work despite its low
rewards, 1t 1s certain that those libraries which are not
offering adequate rewards are not, on the whole,
attracting suitable recruits.

Librananship as a career 1s in competition with a
variety of other careers—in general, with many of those
which are recruited from secondary schools. Tt will
attract suitable personnel m proportion to the extent
to which 1t offers rewards, immediate and ultimate, as
good as or better than those offered by 1ts competitors,
Thus the type of entrant we want may equally be
tempted to go mto the civil service, bankmng, business,
teachmg and the like When comung to a decision, the
potential entrant weighs up the pros and cons and,
given any sort of a chance, chooses accordingly. He
and his parents and advisers are concerned with such
factors as these: (a) what sort of salary, standard of
hiving and social position are attained by the average
adult employee; 1n other words he may say, “What am
I fairly certain to get mn due course supposing I am
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not ‘lucky’ or particularly clever?”, (b) “What may I
reasonably expect if I am lucky and clever and work
hard?” Thidly (¢) he will obviously ask himself
whether 1t will smt him. The answer to this question
18 vitally important to his future happiness, but 1t 1s
one that 1t may be difficult to answer The best person
to answer 1t should be the librarian who selects him
or rejects hum, but the hibrarian’s ability to give a true
decision will depend upon his own freedom of choice,
t.e. upon his having sufficient of the right materzal
availlable Furthermore, (d) the factor of mmmediate
rewards and early prospects 1s far from neghgible,
while (¢) every career has 1ts own 1ntangible advantages
and disadvantages, such as security, variety, monotony,
appeal to the spirit of adventure, to a love of outdoor
or city life, and so on.

A number of candidates are undoubtedly guided by
a sense of avocation which overrides more material and
more general considerations, but on the whole the
selection of a career 1s largely a progressive process of
elirmination. Some occupations, because of their advan-
tages, make the strongest appeal to the most capable
youngsters, If they can enter these occupations, they
do, if they can’t, they choose a second best, and so on.
The less capable or less well placed (socially, educa-
tionally, etc.) elect to take up work with less obvious
advantages, the worst take what they can get Con-
versely the least attractive occupations have to take the
candidates they can get who, apart from the minority
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with a sense of avocation, are necessarily those who
are not thought good enough for the more attractive
careers. Thus, 1n a sense, the salaries we need to pay
to secure good library workers are fixed, not so much
by the circumstances of libraries, but by what com-
peting careers are able and willing to pay. The better
the general prospects open to any class of candidate,
the less librarianship can hope to recrwit from that
class. For that reason, as things are at present, we
cannot hope to draw upon the graduate field many
who are not in the least capable grades of that
class.

It 1s noteworthy that when the library drew its
entrants from the elementary schools 1t was able to get
some of the best of the elementary school children,
Times have changed. There are now better facilities
for secondary education, and so 1t is probable that
most of the suitable people who would formerly have
gone straight into a library now pass mto secondary
schools We do not for one moment suggest a reversion
to former practice, yet the fact remams that, as we
then had a choice of the “best,” what was then lacking
1 education, and perhaps 1 social background, was
often compensated by “character.” Many of the ablest
men of the older generation of hbrarianship were
elementary schoolboys. The moral 18 simply this: we
cannot afford to rely largely upon the less good of
any category.
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One of the obstacles to the best rectuitment 1s our
fafdure to distinguish the profession of hbrarianship
from the work of the non-professional clerk and routine
worker. Another 1s the prevalence of low salaries

To take the first pomt first Library work 1s not
presented to the majority of potential entrants as a
career surtable for an mtelligent lad with professional
ambitions, He is not led to “‘think” of library work as
a profession. If he uses a library as a reader, practically
gverything he sees done there 1s of a routmne, un-
inspiring character Moreover, since our prevailing
system 1s that of making him “go through the mill,”
the entrant i1s almost mvariably asked to start as a
routineer at a salary and with immediate prospects
barely suitable even for such work Can we wonder if
few of the best type make librarianship a first choice?
If, however, we adopted a genune division between
professtonal and non-professtonal, we could more easily
offer the appropriate prospects to each class, even
though all beginners were required to serve a few
years’ apprenticeshup 1n non-professional work Many
a lad who 1s later to take part in the management of a
business or to hold an admumustrative or executtve post
18 made to serve his time in the workshop, factory or
office; but he does so knowmg that this 1s only for a
limited time and for a definite purpose. It 15 quite a
different type of lad, with different prospects, who goes
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to the workshop, factory and office with the idea that
this kind of employment may be his permanent
occupation. We should treat library work simulatly,

As 1t 15, we fall between two stools. Present methods
of education and promotion compel us to find, in due
course, our senior professional people from the ranks
of school-leaver entrants. If we were lucky enough to
get a high proportion of potential professionals, we
should have insufficient scope for them; conversely, if
we had too few we should not be able later to fill the
better posts from our own staffs. Movements of better
people who are surplus iz one library to other libraies
where there is a deficiency make some adjustment, but
on the whole this tends to increase unequal standards
of staffing as between libraries offermg different re-
wards Moreover, movements fiom staff to staff are
chiefly those of relatively semor people. So far as the
majority of assistants are concerned, the library with
good conditions tends to keep its staff. We therefore
need both differentiation of grades on the ndividual
staff and greater equahzation of conditions throughout
all librarzes.

The problem is not easy of solution, We do not
want to set up any barriers to the progress of any good
youngster; neither can we easily make much differen-
tiation between people domng the same sort of work
during their mitial years, unless there is some differen-
tiation 1 1mtial educational and age requirements. In
America this differentiation s sumple, as professionals
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are nowadays all college graduates, and non-profes-
stonals those who have not received or are unlikely to
receive anything more than high school education.
Here we are unbkely for many years to rely upon
graduates, but we might with advantage recruit our
future professionals at a later age—say eighteen—and
ask for Higher Schools certificates mstead of school-
leaving standard.

There are two methods of implementing the distinc-
tion- (a) that of a basic, first grade common to all
entrants m which non-professionals remained (unless
or until they qualified), but from which professionals
would pass 1 due course. The disadvantage of this
system 1s that, if the number of established posts
the grade is fixed, as 1s now necessary for superannua-
tion reasons, qualified and capable people may have to
wait some years before they can obtamn promotion, and
meanwhile traditions of semority grow up within the
staff and promotions may create jealousies

Therefore (b) 1t would seem better to arrange parallel,
overlapping grades. Thus if (basmg the example on
the L A, Scale 2 Recommmendations) the grade for
non-professionals was from £60 by twelve increments
of £15 to f240, the first grade for potential pro-
fessionals could be from £9o (or £105, etc., according
to age) by mcrements of £15 to £300 This, in effect,
means the telescoping of Grades A and B. Were such
a system adopted, however, there should be a safe-
guarding proviso that any assistant n this combmed
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grade who failed to obtain appropriate qualifications or
show the requsite ability should erther remam at a
maximum of [240 or revert to Grade A.

We feel also that some acceleration of increments 1
the professional grades would be advantageous, The
L A. recommends the award of an extra mcrement for
assoctateshup and another for fellowship., This would
seem a minimum,

Promotion beyond Grade B must as a rule depend
upon there bemg vacancies on the establishment, as
otherwise the cost of salaries mught become dis-
proportionately high.

While dealing with the question of increments, 1t
might be argued with justice that some modified form
of mcrement should be added after the normal grade
maximum for those with long service. As 1t 1s (assuming
Grade A, Scale 2 to be operated), the non-professional
might reach his final maximum at the age of twenty-
eight, after which he has nothing to hope for. Five
yearly increments thereafter would at least provide
some recogmtion of expertence.

Whatever the grading scheme may be, however, 1t
must, as already urged, provide adequate adult wages
for the non~-professional. Once we recognize that many
of our employees will have to do non-professional work
for the whole of their careers, we must recognize that
we must pay decently for non-professional services Af
present, with a number of honourable exceptions, we
do not provide adequately for the non-professional
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Consequently as things are now, the man or woman
who wants an adult wage has to strive to secure
professional status, no matter how unswted he may
be. Alternatively, the employer faced with the
obligation to pay him a living wage, but hindered
by unsatisfactory grading schemes, has to allocate
him to work which he is unqualified to perform
properly.

We strike here at the root of our staffing evis. In
1934, when mtroducing the Library Association’s Scale
of Salaries and Memorandum on Conditions of Service,
the present writer said that “the most urgent problem
facing us 1s thuis There 15 far too much underpatd,
‘pin-money,’ ‘blind-alley’ employment in library work
to-day. There are far too many authorities employmg
assistants at wages upon which they cannot possibly be
even keeping themselves Thus 15 a state of affaurs very
discreditable to the authorities concerned. These
authorities may find 1t possible to engage a sufficiency
of youngsters who erther have no need to earn, or who
are passing therr time untd they get married, or who
hope, if they study, to secure decent posts elsewhere.
But 1t 15 a very unsatisfactory method of recruiting a
public service.

“We must lay it down as a cardnal principle that
all who enter the library service shall be assured,
subject to satisfactory service, of an adult living wage.

. Untdl this principle 1s universally adopted by
authorities, we must suffer the recrurtment of a large
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percentage of totally unswitable people, and we must
also suffer a cut-throat competition for the shghtly
better posts, . . . Progress towards professional status
m the hugher grades cannot begin until we have settled
the position of the junior grades on these lines,”

III

The salaries scales and suggested grading recom-
mended by the Library Association represent a
reasonable basis for fixing salaries mn different types of
Libraries. Though relatively few authorities have yet
adopted them exactly as set out, several have scales
which are approxumately as satisfactory and in some
respects better, while more and more are gradually
mntroducing improvements which will bring them nto
line with the spirit of the recommendations.

The L.A. scales have been criticized, with any
justification, only on one pomt, 1.e. that the Grade A
Scale 3 maximum of £300 is too high unless some
mtermediate bar 1s miroduced (say at £225 or £240)
beyond which either some appropriate (not necessarily
library-professional) qualtfications or proof of abulity
must be offered. This appears to us a reasonable
modification Apart from this, and with the suggestion
previously made of a parallel mmitial grade for potential
professionals, the scale may be commended whole-
heartedly to all authorities,

It 1s important that 1t should be adopted umiversally,
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because untd 1t 1s, full mterchange of staff between
Libraries will be impossible or one-sided, Assistants
will tend to stay at the places with good scales, and
thus at these places stagnation and waste of ability
may result. Conversely, the libraries wrth bad salaries
will neither recruit nor retain good personnel.

We realize that there are smaller and less wealthy
towns where it 13 more difficult to pay heavy salaries
bills. The problem of the larger places unable locally
to raise suffictent to maintamn adequate services 1s one
beyond our present scope, but the problem of the
smaller libraries 1s not so difficult as 1t may at first
appear. The difference between the large and the small
place should be one of “grading” rather than of
“scale,”” Clearly, the smaller the place, the less the
relative responstbility of each type of worker, Thus the
branch librarian of a large city may be comparable for
grading purposes with the deputy of a smaller Iibrary,
or the second assistant 1 an important central lending
department equivalent to the chief assistant elsewhere.
It 1s true that mappropriate grading can nullify the
effect of a good scale, there are n fact cases where the
scale m theory 15 excellent but 1n practice is bad,
because too few people have been placed in the higher
grades. Nevertheless, the mtelligent relation of grading
to the reasonable resources of a system can secure both
suitable, efficient service and adequate rewards for
mdividuals. And furthermore, it can bring that system
into line with other systems, so that an assistant could
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pass without difficulty from one grade mn his system
to the same or a higher grade 1n another.

Nevertheless, however small a library may be, it
needs a qualified staff and a capable cluef The needs
of individual readers are not necessarily less exacting
because they live m a small town There may be fewer
demands mn a small town for the more advanced types
of service, but on the other hand the limitations of the
smalier place are in themselves a reason for able
admmustratton and for judgment It is not easier but
more difficult to select wisely a small stock, and a more
mtensive, if less extensive, knowledge of resources is
needed 1f the deficiencies of, say, the modest reference
collection are not to be aggravated Moreover, to the
librarian in a small town it 15 wise to apply an adaptation
of the phrase “What does he know of England who
only England knows?” For he must, if he 15 to be
efficient, have a knpwledge of books and sources of
information far beyond the material at his immediate
command. This 1s especially true m these days when
mnter-library co-operation s bemg developed.

The library authority which cannot or will not afford
to employ a qualified librarian has no right to mantam
its mndependent existence because 1ts service cannot be
effective.

The capable librarian must have adequate support
One mught almost say that the smaller the system the
ugher the proportion of qualified personnel should be,
because clearly the smaller the staff at each service
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pomt the fewer non-professionals there can be if there
1s always at least one qualified person on duty—as
should be the case. This need undoubtedly increases
the financial stram upon the smaller authority, and
where full staff provision cannot be made we are dis-
posed to advocate a course which may sound heretical,
ie. that we should seek quality before quantity. In
other words, 1t would be better—if financial limitations
cannot be overcome—to limit hours of opening, curtail
less valuable provisions and take any other possible
steps to ensure that at least the best part of the library’s
work 15 done properly rather than be satisfied to attempt
all 1ts work and do most of 1t badly, As an extreme
example, two qualified people earning together, say,
£600, with two juniors earning, say, £I00 each, might
well do much more valuable, if much less extensive,
work than one qualfied man with four or five un-
qualified assistants.

v

The employment of girls and women has an mmportant
bearing upon questions of salaries and grading.

Women are quite capable of undertaking many, if
not indeed all, types of library work, for some, such
as work with children, they are much more suitable
than men.

There are, however, good reasons why librarzanship
should not become entirely or predomumantly a
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“woman’s profession.” We must consider this matter
frankly and trust that no offence 1s given where none
is intended Firstly, 1t is a fact that as our world s
constituted, most activities are on the whole “run” by
men, and consequently those which are not are at
some disadvantage. There are several fine and capable
women 1n library work to serve as the exception to
prove this rule, but m general, if librarianship 1s to
take its just place as a profession, if the librarian 1s
to claim equality of status with other chief officers, and
if he 15 to represent the needs of the service to com-
muttees and councils which are predominantly male,
the senior executive and admunustrative library posts
should be held by men. Clearly we cannot have men
in charge unless we have men in all the subordinate
grades preparing themselves to fill the higher posts of
the future

Secondly, many of the contacts and many of the
duties are such that a man 15 more appropriate than a
woman.

Thurdly, as society 1s at present constituted, it 1s the
man’s function, as a rule, to support a wife and fanuly.
Consequently, unless there 15 any reason why a par-
ticular means of earning a hivelthood should be dele-
gated to women, there are potent reasons why it should
be given to men.

Fourthly, a majority of women marry and then leave
work Thus, if we were to staff our libraries entirely
with women, we should lose much that was valuable;
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the accumulation of experience would be less, as
experience would continually be draining away. Neither
could we count on the same amount of 1utial mnterest
and enthusiasm, for though many women undoubtedly
gwe of their best whatever the prospect of matrmmony,
1t would not be reasonable to expect that n the
aggregate a group of women would have the same
mcentive as a group of men whose whole future
depended on their efforts

These arguments do not allow us to exclude women
from Iibrarianship, but they make 1t clear that if women
are admutted their presence must not be prejudicial to
the mterests of men (and indirectly of the women those
men may want to support as wives) Equally, however,
we must protect the interests of those women who
genuinely make hibrarianship their career

What we seek, therefore, 15 equality of opporturuty
and of rewards We cannot countenance the employ-
ment of women because they are “cheap.” Where
salaries scales are in operation they must be the same
for women as for men, especially 1n the junior grades.
Too often the salaries of the lower grades are low
because “girls can be got to do the work well enough.”
This 1s a very short-sighted and prejudicial policy, and
1s responsible more than anything else for the shortage
of capable senior staff.

Here agam differentiation of professionals and non-
professionals would help. We fear that we may be

criticized as ann~femmist, but it does seem that, while
H
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leaving room for the capable professional woman, 1t
would be a good thung «f librarsanshup were to become
predomunzntly & profession for men and an occupation
for women In other woeds, let us accept the fact that,
a6 all libranes have to operate under serious financsl
limstatuons, 1t 15 unltkely to offer for non-professional
work wages which would be more than a bare lvelthood
for a man (who may have a famly to support),
but which should be sufficent for the average un-
attached woman, Let s, therefore, as a general practice
rectuit women for non-professtonal work and men for
professional work,



CHAPTER SIX
I

THE hibrarian has the right to ask that each assistant
shall give his best and most loyal services, but the
assistant also has the right to ask much of his chef,
Rather let us say that the library service demands that
the librarian shall do his duty by his assistants.

Speaking broadly, the librarian 1s under a moral
obligation to make the most of each assistant who 1s
under his control The assistant’s future depends
largely upon the enthusiasm his chief can inspire, the
opportunities he 15 given to learn hus job thoroughly
and the attitude towards librarianship with which he
1s confronted,

Professionally a librarian stands 1 loco parentis to
tus staff. So far as he is able—and where the system
18 too large to permit of this personal contact, 1t 1 hus
duty to delegate this responsibility to some others, such
as his deputy and branch lLibrarians, and to see that
they shoulder 1t—he should make bimself acquamnted
with each assistant’s abilities and characteristics, afford
him all possible help and encouragement and see that
he 1s properly informed regarding educational and
professional matters,

Thete 1s no need to go to extremes. Self-reliance 15
as important a quality to encourage as any other It s,
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however, more dangerous to err i the other direction,
as anyone will know who has come nto contact with
a staff of assistants who have been allowed to drift, to
decide for themselves whether or not to seek qualifica-
tions, to find out as best they may about classes and
examinations, who have never been urged to “get out”
into better positions. Where there 1s no guidance the
wastage of good material and the deterioration of
service may be tragic

If, on the other hand, the librarian seeks to know his
people, not only as members of his staff but as mds-
viduals, the mutual advantages are immeasurable, He
is then able to suit hus demands and his advice to the
occaston and to the individual. There are, for example,
men who do not call for encouragement to seek higher
professional positions, but mstead need to be shown
tactfully that they may be contented i more humble
spheres. And there are others who could be better than
they themselves think Rigid systems of encouragement
to take examinations based upon salaries awards and
hard-and-fast grading regulations do not always serve
the best purpose They ask too much of some and give
too easily to others.

This personal knowledge also enables hmm to fit his
staff into the scheme of things to the best advantage.
On the whole, the best results are secured when each
assistant is engaged on the work he can do best and at
which he is happiest. There 1s one reservation—that
this should not lead to lLmiting specializations. We
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have nothing agamnst specialization, on the contrary,
we believe that every library worker should develop
some personal specialization, and moreover that in
larger libraries there should be much more departmental
and sumilar specialization We refer here, however, to
any arrangement of duties or traming which tends to
produce one-sided and incompletely experienced assis-
tants. It 1s part of the libraran’s duty to give all his
staff some practice in all the types of work of which
they are capable. The easy way of finding the people
best suited for each task and department and keepmg
them there has several disadvantages; the assistants
concerned become i time less able to assume other
responsibilities, and their chances of promotion and
nmugration may be reduced. Further, they tend to look
upon the whole system from the viewpowmt of their
own department,

It 1s not really difficult to make the necessary
temporary changes and adjustments, so that, for ex-
ample, the cataloguing staff spend some time each
week 1n the public department, or the reference staff
m the lending department, or the lending staff in
administrative duties and so on,

In some libraries the chief obstacle to this 1s a kind
of unwritten hierarchy of jobs, some of which have by
tradition come to be regarded as appropriate for one
grade of assistant and others for those more or less
senitor. Thus to detail an assistant to a particular task
implies some kind of subtle preferment or the reverse.
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Ths creates 1nefficiency and bad feeling, When 1t is
recogruzed that all jobs are in therr way equally
essential, and that any assistant can do any of them
without loss of prestige, smoother working and greater
varsety of occupation follow.

Especially must one deplore the practice—once too
prevalent, but now less frequent—of keeping assistants
at particular branches for long periods, We have known
instances of youngsters sent to branches the week after

jomning the service and staymng there till they and thexr
careers were rumed.

II

The army system of delegated responsibility works
well n a library It 15 a good rule that from top to
bottom no man should have to serve two masters. Thus,
when the hibrarian places a man 1n charge of a branch
or a department, he should leave him to allocate,
supervise and be personally responsible for the work
of those under him, The chief who “interferes” makes
more difficult the task of the man n charge and may
cause him to lose Ius mterest and sense of responsibility.

The same rule should apply within the branch and
the department. So far as practicable each assistant,
especially a semior, should have his own part of the
work to do and be held responsible. He should also be
gwen as much scope for mdividual work as the general
scheme of thmgs and as necessary uniformuties of
method permut. The best work 1s always done by the
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man who 1s left as free as possible to do 1t to Ius own
satisfaction, and who gets full credit for what he does.

Some degree of uniformity of method 15 of course
essential. Nothing is more confusing and annoyimng to
the public or detrimental to the free imterchange of
staff than unnecessary vanations of practice between
different branches or departments, Every piece of
procedure which 1s common to departments should be
the same for all, Yet within this basic framework there
may be ample room for the mdividual treatment of
various activities. System 1s essential, but over-
systematization produces red tape and an inflexible
attitude towards the public and reduces the assistants’
nterest 1n their work,

We must teach them to think about their work, not
just to do 1t by rule of thumb.

For thus reason they should be encouraged to express
themselves, to make suggestions and even criticisms
After all, they see things that the Iibrarian may not
see and they hear things he does not hear. Moreover,
if their experience is himited, 1t may for that very
reason be more akin to that of certamn sections of the
public—for 1t 1s one of the disadvantages of experience
and expert knowledge that 1t tends to take things for
granted

III

Whatever system of traiming and professtonal education
15 1n vogue, every possible help should be given to the
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students on our staffs. Qur first and most obvious duty
is to provide good libraries of librarianship. Many
libraries have excellent collections, not only of text-
books but also of the supplementary Irterature; others
fail lamentably to do for their own people what they
are domng—unless they fail completely to fulfil thexr
function—for other types of student. A short time ago
the Birmmgham and District Branch of the Library
Association made a census of the books listed in the
Examination Syllabus and provided by the hibranes n
the area The result, so far as some nstitutions were
concerned, was such as to cause grave concetn,

It 1s more debatable whether library authorities
should pay examination fees and fees for classes, other
than trainmg classes held at therr own libraries. There
are two good arguments against this practice, The first
is that the assistants should for other reasons be paid
such adequate salaries that they can afford the relatively
small sums mvolved. The second 1s that, where exam-
ations are concerned, 1t 15 not a bad thng for some
assistants to have a small personal stake in the matter,
as a mumotity may be led, when 1t costs them nothing,
to sit prematutely and gamble on their chance of
passing. The matter would be of no import were 1t
not that it 15 a bad thing psychologically for any
candidate to fail unnecessarily.

The award of mcrements and honoraria for examma-
fion successes 1s not mfrequent Here agam there are
pros and cons to be weighed i the lbight of local
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circumstances., Excepting where (as previously sug-
gested) increments for qualifications are a deliberate
means of acceleration, 1t mught well be argued that,
since it should be an understood thing that capable
assistants wi// qualify, they should not expect any
reward for so doing. Moreover, immediate financial
rewards are not for some candidates the best nduce-
ment and may tempt them to sit prematurely, again,
there may be the implication that a man passes his
examinations to get an increment and not to make
himself a better hbrarian. On the other hand, however,
in certain libraries the system has its advantages. It
may be a means of securmng some small advantage for
the qualfied few where 1t has proved dificult to
improve salaries 1n general. Furthermore, the procedure
of teporting successes and of applymng for mncrements
provides the opportunuty for remmdmg committees
that librarianship does call for professional studies.

There 15, however, one type of encouragement to
the new assistant that deserves unqualified support,
and which yet has not been generally adopted We
refer to helping assistants, especially 1 small places,
to travel and visit other librarzes, and to assisting those
in all types of hibraries to make exchanges and to attend
summer schools and conferences. Leave of absence,
at least, should be given freely, and whenever possible
some financial grants made.

Staff associations and social and sports functions
which enable assistants to meet one another ““off duty”
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are to be encouraged. Indeed, if the chief himself can
occastonally shed his office and meet his staff on an
off-duty basis, he will learn much that 13 enlightenig,
Nevertheless, staff associations should confine their
activities to social and educational matters. When they
stray into trade umomusm and politics, undesirable
features may result.

It should not be necessary to urge the importance
of adequate staff rest rooms, with facilities for meals
and proper workroom accommodation. Unfortunately,
many libraries are still deficient i this respect

v

The last few years have seen considerable improvement
1 the hours worked by library assistants. The excessive
hours of rate-lmitation days—perhaps then unavoid-
able—have now giwven place to conditions comparable
with those of other local government departments. A
total working week ranging from thuirty-eight to forty-
two hours 1s now general There are, however, Iibraries
where much improvement is desirable, where, for
example, 1t 18 imposstble for younger assistants to study
without sacrificing most of their lewsure, with con-
sequent prejudice to health and social development.
Library work, however, has problems of its own,
due to the long hours throughout which the publc
departments must be manned Consequently a forty-
hour library week may well be much less satisfactory
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than a forty-hour office week. It 1s generally recogmzed
that for normal social purposes time off during the day
15 less useful than time off i the evening; yet library
staffs must do much evening work, Moreaver, 1t should
be obvious that short periods of off duty during the
day are of limited value. Indeed, where assistants live
some way from the library this ttme off may be next
to useless-—as are long meal-times for those who do
not go home for meals. Thus the rigid application of
the split-duty time-sheet may prove a hardship.

A satisfactory time-sheet cannot be devised unless
there are sufficient assistants. Nevertheless, much can
be done to improve conditions by attention to such
points as the following: (@) as much consideration as
possible should be given to the personal circumstances
of assistants. For example, those who Live near the
library are m quite a different category from those
who live at a distance; thus the former mught welcome
an occastonal afternoon off from, say, I pm. to 5.30,
whereas a mormng off to I p m. would suit the latter.
(b) An assistant’s time-sheet should be as stable as
possible, His times off duty should not be changed,
save for exceptional circumstances, without reasonable
notice. (¢) So far as 1s practicable, each assistant’s meal-
times should be regular, and the interval between-meals
should not be too long or too short, Irregular meal
tumes are bad for health. So are hurried meal times.
(d) As a general rule short periods off duty are not
much use. An occastonal whole day off 1s valuable A
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late starting hour is usually of no benefit (&) In order
to reduce the number of evemmngs to be worked,
endeavour on the one hand to reduce the mechanical
operations and duties mvolved m the public service,
and on the other give those assistants who are not
normally occupted m public service thewr share of
evening work m the public departments, and (f)~as
suggested elsewhere—m cases of sertous shortage of
staff, consider the effect of reducing hours of opemng



CHAPTER SEVEN

Tue full development of our future library services
will mvolve much greater attention to specialization.
At present our educational programme 1s too stan-
dardized All qualffied librarians have studied much
the same curriculum and passed the same exammations,
As these studies largely cover basic matters, there would
be no objection to this if a sufficient proportion of
students supplemented their general professional edu-
cation with further advanced and specialized work, A
few do so, either by pursumg personal mnterests or
because they find themselves 1n specialized branches
of librarianship and by practice acquire the necessary
additional knowledge. But we have no factlities for
specialized study, excepting certam advanced courses
at the University of London School. Neither are there
any particular inducements to spectalization On the
contrary, those who find themselves n special types of
work often find little scope and discover that their
specialization is a bar to promotion

What have we i mind when we speak of specializa-
tton 1 library work? There are two man aspects of the
question—the personal and the institutional Farstly,
we are thinking of the mdividual contribution the well-
equipped man or woman can make to the common
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stock of bibliographical knowledge and librarianship
The breadth and complexity of the field 1n which we
work are such that, though the competent librarian
may compass the generalities of technique and biblio-
graphy, he cannot hope to achieve any mtensive
acquaintance with more than one or two branches of
knowledge Librarianship to-day is not conducted mn
watertight local compartments There are ample facili-
ties for the discussion and dissemunation of the results
of expermment and experience. There are 1n these days
of growmg mter-library co-operation ample oppor-
tunuties for mutual assistance Whatever one man may
discover or learn can be made available to others.
What we need 1s greater opportunity for and encourage-
ment of these mdividual contributions. There 15 ample
scope for the specialist Some men may concern
themselves with practical aspects of Iibrary manage-
ment, others may elect to study the social and
educational aspects of our work; others, with a
subject bias, may survey the Iiterature and sources
of mformation of therr chosen fields, and perhaps
provide book-selection tools for the use of their
colleagues.

Secondly, the actual work of our libraries, especially
the larger ones, will tend to become more departmen-
talized and specialized. Already we have in our publc
libraries a number of special departments (mostly com-
mercial and technical), in America this type of subject
department 1s much more common. We cannot here
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discuss the advantages of the system.! Its primary
justification, however, 1s that 1t enables us to employ
specxally tramed and experienced workers who can
make an mtenswve study both of their material and of
therr public. The benefit to the latter 1s tmmeasurable.
To that we can add the advantages that specialization
can brmg to the co-operative schemes of the future,
since the special department can act as a reservorr of
material and a clearmng-house for tnformation regarding
1ts particular field, and serve not only 1ts locality but
also the librartes of a region or of the nation. It may,
ndeed, be said that the co-operative machme can only
fulfil a small part of its purpose untd the co-operating
Jibraries are m & position to add a considerable degree
of specialization to ther more normal provisions,

The pomt at the moment, however, 1s that for our
spectal departments and special libraries we need to
make appropriate staffing arrangements and provide
facilies for suitable trammng,. The latter will, on the
whole, be of an mdividual character. There will never,
for example, be need for many workers in any particular
field—even 1n such wider specializations as commercial
and technical libtaries or local collections and archives
What we need, therefore, are facilities for the would-be
specialist firstly to supplement his knowledge of the
subject itself,? of its literature and of the special

1 See A Survey of Libraries

% B g by taking unwversity courses therein The Music Librarian
or the Fine Arts Department Labrarian would, for instance, benefit
from courses 1n the history of their respective subjects, etc.
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technical problems involved, and secondly to work m
and study the methods of good libraries devoted to
hus subject.

At present we have nothing to offer this potential
specialist. Indeed, when we do mitiate any special
department, we must make a choice either of selecting
the most appropriate member of our staff, and thrusting
him imto the breach leave hum to work out his own
salvation, or of importing a non-librarian specialist,
The latter, though he may have the necessary subject
traming, will probably not possess a very considerable
bibliographical knowledge and will know nothing of
the technique of his work; he will, almost mevitably,
develop his department as a circumscribed unit im-
perfectly related to the whole system, and probably
out of sympathy with the generality of users.

As things are, we cannot expect swtable students to
embark upon specialization. They can only acquire the
necessary knowledge at their own expense and at the
loss of a year or two, during which they are mussing
the chances 1 general work of therr contemporaries,

If they do prepare themselves for special library
work, the odds are about a thousand to one against
their ever finding the opportunity to do it. If they are
so muraculously fortunate, they will probably remain
m subordinate, underpaid posts for the rest of their
Lives,

We must, mn the best mterests of librarianship,
endeavour to solve this problem We must improve the
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status and the financial position of the specialist, and
we must provide scholarships, fellowships and other
educational opportunities, simular to those available mn
America.

As 1 the case of general educational facilities—
already discussed~—it mught not prove impossible to
secure the requisite financial assistance 1f we considered
seriously and demonstrated the need; we shall certainly
never get 1t otherwise. May we suggest that the Library
Association should devote its attention to this matter
rather than to certamn of the arid and unprofitable
mternal dissensions upon which 1t seems to expend
too much of 1ts energes

II

We often claim that Iibrarianship 1s a profession. In
the absence of any clear definirion of a “profession” it
15 difficult to yustufy or deny thus claim. There are some
who, taking a wide humanitarian viewpoimnt, would
regard as “professional’ those occupations which, while
essentially “intellectual,” are directed towards the
welfare and betterment of mankind rather than towards
private gam, and that their practitioners are devoted
primarily to the service of the public. Others may take
the narrower attitude that a “profession” 1s a “closed”
occupation, 1n that 1ts practice mnvolves such a degree
of expert knowledge and 1s so bound by tradition and

etiquette that only those with recognized qualifications
I
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may engage in 1t, and are then bound either by
governing professional organizations or by legal powers
and hmatations or both. Thus there are some who ask
whether librarianship should, or will ever, become a
“closed” occupation; whether, m fact, the existing
Register of the Library Association will become more
than a st of qualified people—whether, 1 fact, 1t will
be practicable to confine the employment of people, for
work mvolving professional knowledge, to those who
are entered on the register.

All who have the welfare of the library service at
heart would welcome any system which prevented the
employment of the unqualified. In a few of the States
mn America, and 1n certain European countries, thete
are laws requiring the employment of persons with
qualifications appropriate to various types of library
work Would such legal requirements be practicable
m England?

We would not express any definite opmion The
tendency for many years m this country has been to
safeguard the interests of the public by hmiting the
activities of the unqualified, be they doctors, plumbers,
mudwives, lawyers, dentists or accountants. On the
other hand, general public sentiment looks with dis-
favour upon any attempt to secure personal advantage
for any group of men by giving them privileges and
the power to limit thewr numbers.

The thing that matters, therefore, 1s not so much
the organization and legal status of a profession as the
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extent to which 1t is recognized by the general pubhc
that specialized quabfications are necessary for the
satisfactory accomplishment of certain public services.
Professional registration 1s a second stage It provides
evidence that certam persons possess certamn knowledge,
but 15 useless unless the public are mnterested 1n this
evidence In anation of faith healers the medical register
would serve less purpose than a list of people who
could decipher ancient Egyptian mscriptions.

We who work in libraries know that certain qualifica-
tons and experience are necessary; we know, con-
versely, that people without these qualifications are
unlikely to do library work as fully and satisfactorly
Consequently, 1 the mterests of all those who benefit
from library services, we must endeavour to secure
public recognition of the essential qualifications, This
1s achieved 1n three ways, The first—and always the
most umportant—is to provide a service which 1s so
effictent and effective that 1t 1s self-evident that 1t is
being provided by capable personnel, Secondly, recog-
nizable qualifications and designations must be formu-
lated. Thirdly, the professional nature of the work must
be made evident. The last two powts may be amplified.

When we refer to a “doctor” most people think at
once of a physician, despite the fact that there are
thousands of “doctors” who are not “physicrans” and
many physicians who are not “doctors.” The word has
a definite popular connotation, as have such words
as dentist, parson, solwcitor, and so on. The word
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“librarian” has no such definition. It may refer to a
Fellow of the Library Association 1n charge of a public
library system, or it may mean an uneducated girl
distributing trash from a cham store, or a bookseller.
If we would indicate clearly the professional library
worker, we must find another phrase. There 1s a pro-
posal to mtroduce the term “Chartered Librarian,”
only those who are registered Fellows of the Library
Association to have the right to use the appellation,
This 15 an excellent idea, though it will take many
years to make the phrase as well known as, say, the
name ‘“chartered accountant.” It 1s cettainly an
unprovement upon our present reliance upon the
mrtials “FLA” or “A.L.A.” after our names, Thus
m time the “idea” of a professional librarian would
become allied with the Library Association Register,

It is indeed true that, at least so far as public Iibraries
are concerned, the register 1s unversally recognized by
employmng authorities. Only very occasionally are un-
registered persons appomted to senior posts. We are
compelled, therefore, to suggest that any deficiencies
m professional personnel are due, not to any lack of
recogmtion on the part of authorities, but to our own
farlure to recognize fully the function of a register.

A registration body has serrous responstbilities
towards the public If it enters any person on iis
register who is not fully qualified to perform responsible
seruor duties, the value of the register 1s lost. We must
always regard the grantng of registration, not as a
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reward conferred upon the registered person, but as
the assertton to the public and to the potential employer
that the person 1s qualified In other words, our first
duty 1s to the public, and only mcidentally to the
librarian. The mplication of this viewpoint should be
obvious’ qualifications must be related to the work and
not to the worker. Standards must never be lowered
because, for personal or educational reasons, mnsufficient
people can secure qualification If such were the case,
we should turn our attention to improving recruitment
and providing better educational facilities,

Lastly—as before said—we must be sure that the
professional nature of library work is evident. To put
the matter 1n another way, let us reframn from engaging
1 actvities which are not worthy. The qualty of the
library service has improved immensely 1n recent years.

Nevertheless, there 1s much done 1 many libraries
which 15 barely distinguishable from the frivolous,
ephemeral and useless activities of the commercial
distributors of popular pabulum. Thus 1s not the place
to discuss this wider 1ssue. The fact remamns, however,
that the public will never recognize as professional
physicians those who peddle patent medicines. There
1s more than enough true library work to be done to
occupy all our qualified personnel and utilize all our
resources, and it would be a pity to waste etther, and
at the same time to hamper the progress of librarianship.

As we have dealt throughout with those engaged
“public ibraries,” may we conclude with a plea for a
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wider professional understandmg. The better the work
done by the public library the more 1t becomes akin
to that of the university, national, learned society or
specialist library, and the closer the alliance and co-
operatton between all types of genume library service
should be, Though recent years have seen much pro-
gress 1n this direction, there 15 still too little mterchange
of personnel and exchange of experience between
public and non-public ibrartes. There 15 far more m
America, We recognize the various obstacles—such
for example, as the regard for “degrees” in the uni-
versity and learned librartes and the influence of super-
annuation schemes m the local authority service, Yet
each stde can give so much to the other that we must
when we seek to mprove and consoldate the profession
of Iibrarranship, think not of several librasianshups,
but of one united body,
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